H istorically, occupational health and safety professionals have worked together to safeguard American workers. Business and industry have been one of the few entities to value teamwork among health care providers, safety professionals, management, and employees. Because of this acceptance of teamwork as an essential component of occupational health and safety practice, the National Institute of Occupational Safety and Health (NIOSH) has mandated interdisciplinary educational experiences for graduate students enrolled in NIOSHfunded Education and Research Center (ERC) programs. ERC faculty and students also have been encouraged to practice together in interdisciplinary occupational health and safety venues and to engage in collaborative research. This focus on interdisciplinary collaboration has resulted in a new generation of health and safety professionals who are not only interested in collaborative practice and research but have been immersed in the concept since their graduate educational experiences.
While collaborative practice is valued, the entire occupational health and safety team is rarely employed as onsite providers. Industrial hygienists, toxicologists, occupational physicians, ergonomists, occupational epidemiologists, and safety professionals are often hired on retainer or as consultants. The occupational health nurse is the most likely occupational health professional to be employed by the company and housed onsite. Occupational health nurses are cost-effective because they often take on responsibility for safety,
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Dr. Wachs is Editor, AAOHNJournal, and Professor, East Tennessee State University, Johnson City, TN. 166 toxicology, industrial hygiene, health promotion, and business-related outcomes, as well as more traditional nursing roles. As nurses earn advanced degrees and develop additional skill sets, they become even more valuable as the mainstay of the occupational health team with expertise in safety, business administration, and environmental health.
Although occupational health nurses are often asked to expand their occupational safety and health roles, they also value the strength and wisdom of the occupational health and safety team and the specialized expertise of the members. The health and safety issues currently confronting American business and industry are too complex and the knowledge to solve these problems too specialized for one discipline to manage alone. In addition to the traditional occupational health and safety disciplines, effective teams must include management, employees, consultants, and vendors. The current business climate is often based on thin profit margins, and management expects timely results with minimal resources. Maintaining worker .health and safety is essential to controlling seemingly uncontrollable health care costs. The only answer is to keep employees healthy and avoid' the high costs of specialty medicine and hospitalization. Business groups have worked together for decades, Health and safety professionals have simply followed the business model and reaped the benefits of teamwork.
Teamwork is accepted and valued in occupational health and safety settings; however, building teams requires a skill set rarely taught to health and safety professionals (Sullivan, 1998) . A successful team requires a shared vision of the future with resulting performance goals, committed team members, wise leadership, adequate resources, effective communication, and a motivating environment (LaFasto & Larson, 2001) . So how can occupational health and safety professionals, particularly occupational health nurses, create a team that will meet the needs of both management and employees by controlling costs and providing quality health care to all?
THE TEAM APPROACH
Teamwork is beneficial to American business and industry because of its strength through diversity. By bringing together a variety of interdisciplinary health and safety professionals, a brain trust is formed offering elegant solutions to today's complex problems. When a team works through an issue or implements a new program, it not only benefits management and employees, but also strengthens the team and enables it to work more effectively to meet the next challenge.
Teams take on projects best designed and managed by an interdisciplinary group rather than by an individual. The projects might include a comprehensive ergonomics program or a broad-based health promotion effort. These program areas require expertise not only from health and safety professionals, but also from individuals in marketing, economics, management, industrial psychology, human resources, and engineering. By expanding the occupational health and safety team to include non-health care providers, diverse interdisciplinary professionals can collaborate to provide a comprehensive campaign likely to meet stated outcomes.
When a team focuses on an issue, the team will use its diverse intellectual ability and its political power. Team members are likely to serve on a variety of committees and can bring the issue to a wider audience with diverse foci. The team, as a collection of individuals, has the political power that comes from a group of committed professionals speaking with one voice. The occupational health and safety team speaking together for ergonomically-sound changes in the workplace is far stronger than the occupational health nurse, ergonomist, or safety professional speaking alone.
ATEAM OR NOT? .
Teams are not always the appropriate structure to reach a performance goal. Teams require a small number of members committed to a clear and urgent team goal best achieved through mutual accountability (Katzenbach & Smith, 2003) . There are other ways to reach goals. Working groups are collections of individuals who each contribute to group performance. They share "information, perspectives and insights to make decisions that help each person perform his or her job better, and to reinforce each other's individual performance standards" (Katzenbach & Smith, 200.3, p. 89) . The working group is the sum of its members and is appropriate when individual achievements can result in the accomplishment of the group goal. Often, corporate health and safety professionals form a working group to share information and support each others' agendas, but APRIL 2005, VOL. 53,NO.4 the goal is achieved by various departments rather than by the health and safety team.
There are inherent risks when a working group decides to become a team. First, a pseudoteam may emerge; that is, a group with no clear or compelling purpose and, thus, no commitment to work together. Pseudoteams produce less than individuals because other issues (e.g., conflict) take the place of productive activities and communication (Katzenbach & Smith, 2003) .
Potential, real, and high performance teams are part of a continuum of synergy because all of these teams are more than the sum of individual members. They are all working to achieve a performance goal and, in the process, become committed to each others' growth and success (Katzenbach & Smith, 2003) . Examples of successful teams are Katie, Matt, AI, and Ann on the Today Show; Mother Theresa and her Order of Sisters; and the 1980 Olympic championship U.S. hockey team. These teams all had clear, compelling goals but went beyond reaching those goals. They actually strengthened the relationships and, thus, the team for the next challenge.
So, are teams essential in the workplace? The answer is no. To reach many goals, a working group is the structure of choice. However, if a performance goal requires a small number of mutually accountable individuals committed to a common purpose and approach, then the synergy of a team is needed. The caveat is that team members must commit fully to becoming a team or they will create a pseudoteam and accomplish little or nothing.
THE ROLE OF THE OCCUPATIONAL HEALTH AND

SAFETY TEAM
The occupational health and safety team has a variety of functions, including assessing the current situation; planning, implementing, and evaluating programs of benefit to employees and the employer; and recommending policy changes to corporate management. The occupational health and safety team must first identify emerging occupational health and safety issues and opportunities through group assessment. In addition to the occupational health nurse's data related to employee injuries and illnesses, input from the safety professional, the ergonomist, and the industrial hygienist may enhance opportunities for improving worker health and reducing costs.
In the early 1980s, a company was experiencing an increasing number of carpel tunnel injuries among women repetitively moving products on a conveyor. Management's solution was to simply turn workers in the opposite direction so they could use the opposite nand to perform the job. With a team approach, it would have been clear this solution increased workers' risk from partial to total disability, and the answer lay in changing the job to prevent repetitive motion. The occupational safety and health team must secure quality health care for injured workers and collaborate with management to prevent additional injuries. The occu-pational health nurse will likely provide case management for injured workers to assure quality care and an expedited return to work.
After identifying emerging issues and opportunities, the team must focus on innovative approaches to meet identified needs by focusing on the organization's strengths. Occupational health and safety professionals have been schooled in problem identification, but must focus on the resources the organization possesses. For example, is this company one that values discipline? If so, could the team use that value in its safety campaign? Is the company willing to pay for outside consultants to assist internal professionals in developing a model program that could be used at other facilities? By focusing on company strengths, the mechanism to meet the identified outcomes is usually clear.
Often, programs and projects use such weak interventions it is unreasonable to believe a significant outcome can be achieved. Implementing comprehensive programs, including primary (health promotion and prevention), secondary (early identification and treatment), and tertiary (rehabilitation) strategies are more likely to result in measurable, meaningful outcomes. An ergonomic program should include several program areas. The foundation of an ergonomic program is education to assist employees in understanding the biomechanics of the human body and how injuries can occur on the job. In addition, employees may need opportunities to stretch before beginning to work and exercise to strengthen the musculoskeletal system and improve overall health. Employees and supervisors must design ergonomically sound work processes to avoid injuries and be willing to refer employees to the occupational health nurse when an injury occurs.
Finally, the team must be involved in ongoing evaluation of the programs they plan and implement. Using available data, insurance and workers' compensation costs, and employee and employer satisfaction data will result in meaningful revision of programs and continued support for the team and its work.
CHARACTERISTICS OF ASUCCESSFUL OCCUPATIONAL HEALTH TEAM
To accomplish team goals, the occupational health and safety team must have competent members who can work together and a transformational leader who has the ability to create a collaborative work environment. LaFasto and Larson (2001) conducted a survey of 6,000 team leaders and team members and found successful teams have competent team members, visionary team leaders, and a supportive organizational environment.
Team Members
Team members are expected to be competent, experienced, and relevant problem-solvers. However, while competence is necessary, it is not sufficient to create a successful team. Team members must be competent, and they must be open to the free exchange of ideas. They must embrace issues and be willing to work together to find solutions. Ideal team members are optimistic about their abilities and have confidence in the team. They do not shy away from conflict but see it as a way to hear all perspectives and find the optimal intervention (Lencioni, 2002) .
Team members also must be supportive. They should want to succeed and want others to shine as well. They must hold their colleagues accountable for assigned work and be attentive to team results (Lencioni, 2002) . They should be team players, willing to do whatever is necessary for the success of the team and their fellow team members. Effective team members are not "social loafers," but they do not need to be stars (LaFasto & Larson, 2001, p. 16) . They are more interested in the success of the team than they are in their own success. Successful teams have team members who are mutually respectful, compromising, and trustworthy (Grover, 2005; Mattessich, Murray-Close, & Monsey, 2001 ).
Team Leaders
Successful teams have team leaders who are able to focus the team on a goal by accurately "painting a picture" of their vision. They can foster teamwork among team members by creating a collaborative environment, building confidence in each and every team member, setting priorities and managing team performance, and demonstrating the same competence expected of team members (LaFasto & Larson, 2001) . Team leaders need not rely on content expertise, but rather on their ability to manage a constructive team process that leads to goal attainment (Chrislip & Larson, 1994) . In most teams, leaders must share their vision and articulate the team's goal every day. There is no substitute for keeping the team goal-directed by never allowing them to forget the mission (Katzenbach & Smith, 2003) . Too often, teams are sidetracked by other issues and problems and forget that their primary responsibility is the health and safety of the workers they serve.
Remaining goal-directed requires a collaborative environment where "we" is the word of choice rather than "I," and the rewards are shared by the team when success is achieved. The work of the team must be too complex for an individual team member or one discipline to complete. If the team is truly working collaboratively, the leader exercises little control during the process and acts more as a mentor or questioner (Lencioni, 2002; Wachs & Price, 1995) .
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Finally, the team leader must be able to interpret the organization's priorities and business climate and translate that into a plan for the team. Keeping changes in company policy or direction from the team results only in lost trust and a project incongruent with the rest of the company. It is imperative the team leader be part of organizational planning if the team's work is to be relevant and valuable to the company. Not only must priorities be set by the team leader and accepted by the members, but also the team leader and team members must collaboratively set the quality standards (i.e., What is good enough?).
Organizational Environment
The environment needed for successful teamwork is one in which communication is frequent and open. Team members should not only be supportive of one another during work periods but also may engage in informal relationships outside the workplace. In a supportive organizational environment, there is a history of successful collaboration among team members and in the organization, and management acknowledges that teamwork takes time and energy. Management demonstrates its support for the team and its work by providing adequate resources, including funds, support staff, space, equipment, and materials.
To be successful, all members of the team must be involved in both the process ansi the outcome of the project. This involvement requires members be connected physically in sufficient space or via technology. It calls for team vigilance to ensure everyone is "in the APRIL 2005, VOL. 53, NO.4 loop" and receiving the latest information related to the project and the team's progress.
In addition to the support and involvement of each team member, the organizational environment must offer clear roles for each team member and direction from management via policies and procedures. The organizational climate must encourage teamwork, and management must also support the projects in which the team is engaged. Although the team leader often acts as the liaison between the team and management, it is imperative that the president or chief executive officer occasionally meets directly with the team to provide reinforcement of the goal and acknowledgement of the work accomplished thus far.
BUILDING THE OCCUPATIONAL HEALTH AND SAFETY TEAM
Creating a successful occupational health and safety team takes time, activities, and projects. A team cannot be created overnight. An occupational health and safety team needs time for: • Team members to get to know one another. • The team to understand its purpose and goal. • The team members to develop trust in one another and in the team leader. However, because it takes time for a group of individuals to form a team, activities have been developed to assist groups in becoming teams. Numerous vendors, videos, and books are available to team leaders who wish to approach team building systematically (Sidebar). Vendors provide customized teambuilding experiences using problem-solving, fine arts, and physical (e.g., low ropes) exercises with reflection based on appreciative inquiry. Appreciative inquiry is used to ask the team what behaviors led to their success and how the team can use past success experiences to create a new reality for the future (Cooperrider & Whitney, 1999; Hammond, 1996) . Bringing in a consultant to assist with this phase of team building may be advisable because it allows the team leader to participate in the activities rather than lead them.
These activities allow team members to have physical contact in socially acceptable ways and create opportunities for conflict resolution and "group think." Through "play," team members have the opportunity to tryout a variety of behavior strategies before they are faced with workplace challenges and deadlines. An example is the use of low ropes equipment to allow team members to determine the best way to move the team from Point A to Point B on a 4-inch beam without stepping off. They can try new roles and new ways of interacting in a safe environment that rewards risk-taking and acknowledges the difficulties inherent in teamwork. Art, music, and drama have been found to be excellent vehicles for team building (VanGundy & Naiman, 2003) . The use of a collage to capture a team's vision is one example.
In coordination with team-building activities, the team needs to begin work on a project. This project should have a compelling performance goal, be manageable for the team at this stage of development, and have a good chance of success. Past success is essential to the team moving forward and succeeding in the future. Taking on projects that are too complex or likely to fail will inevitably result in low morale and lack of future motivation. No one likes to fail. However, failure is better tolerated if there is a track record of success.
Occupational health and safety projects likely to result in success are health and safety fairs, lunchtime educational programs, company support for the Great American Smokeout, or a company-wide screening program. These projects are familiar to management and employees and are of short-term duration. They require collaborative planning and will be a visible outcome of quality teamwork.
After team members begin to feel comfortable with one another and their team identity, it is time to move on to more complex projects. Succeeding in long-term projects requires constant connection. Team members must frequently interact for the team spirit to remain. Ideally, team members are housed in close proximity to one another and a concerted effort is made on the part of both the team leader and team members to continue to build relationships. This is accomplished through common celebrations, team recognitions, and the many small ways humans declare they care for one another. These may include birthday and sympathy cards, group luncheons for promotions, personal notes to commemorate significant performance or office surprises. At the internationally .known Gallup Organization (Princeton, NJ), employees are encouraged to fill other's "buckets" by writing notes of praise or thanks on specially designed "drops" of paper. This Gallup tradition is a true affirmation for the receiver and of equal importance to the giver.
Creating a self-sustaining team requires a change in culture. Team members must see themselves as part of the team first; they should use "we" rather than "I" when telling their stories. For the "we" to happen, team members must 170
Building the Occupational Health Team
Keys to Successful Interdisciplinary Collaboration be willing to embrace diversity as the hallmark of a successful team. When choosingteam members,the team must look for individuals who think, look, and act differently than it does. The strength of the team is in the variety of perspectives and professionalexpertise brought to the decision-making process. Not only must team members see the world through a variety of perspectives, but they must also feel free to express those diverse viewsfor the benefitof the team and its work. The first step in valuing diversity is understanding that not everyone sees the world the same way, and realizing it is not in the best interest of the team for team members to have a single viewpoint. The mantra of understanding before being understood is essential to the successful team. Staff development may be needed in handling issues of gender, race, socioeconomic class, generation, and sexual orientation as well as discipline (Tannen, 1994; Zemke, Raines, & Filipczak, 2000) . Learning appropriate semantics that protect others from harm and demonstrate an understanding of others' perspectives is the foundation of teamwork. Listening to diverse suggestions and finally seeking out the ideas of all, rather than silencing opposing opinions, is the key to successful sustainable teamwork.
SUMMARY
Teamwork among occupational health and safety professionals, management, and employees is vital to AAOHNJOURNAL solving today's complex problems cost-effectively. No single discipline can meet all the needs of workers and the workplace. However, teamwork can be time-consuming and difficult if attention is not given to the role of the team leader, the necessary skills of team members, and the importance of a supportive environment. Bringing team members together regularly to foster positive relationships and infuse them with the philosophy of strength in diversity is essential for teams to be sustained and work to be accomplished. By working in tandem, occupational health and safety professionals can become the model team in business and industry delivering on their promise of a safe and healthy workplace for America's work force.
